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ROTATION

NOTE: Attached pages 1-11, incl,, were excerpted from trenscript
of 2hth Meeting of CIA CSB, 5 March 1954, because of references

to ROTATION.

See, also:
22nd Meeting - 18 Feb 1954 - pp. 13-18, incl.

23rd Meeting - 25 Feb 1954 - pp. 1-8, inecl. & pp. 10-18, incl.
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« » o The 2hth Meeting of the CIA Cereer Sexvice Bomxd convenad at
4300 pozte, 5 March 1554, in the DCI Conference Room, Mr. Lymen B. Kivipatrick
presiding « « .

¥R, KIRKPATRICK: ¥e will come to order, gentlemen. The first item
on the agends is the mimates of the leat meeting. Are theve suy deaived
corrections or changes?

| | T bave none.
MR. KIRKPATRICK: nm,mmmmmwuwmmm.
xmemmwmummmwzmmmm'u

Career Service Boavd meeting, the Selective Rotation Progrem, prepared by the
0ffice of Personnesl. You will find before you & memorendum entitled "Proposed
fotation Progvems for Junior Professionsl Persconel”, which is being submitted
58 en albteynate proposal by the DD/A. Is that correct, Red?

1. Agency Office Orientation Course

8., The course would be offered sumally, snd the durstion
of esch course would be spproximstely one year.

b. mwﬂﬁmmmmmpwmcmmny
selected Juwnior profeesionsl employees with umm-

of the sctivities, problems, apd inter-relationships
of eesh element of the Agendty.

c. Esch Agency office snd staff, in its turn, would offer
Mwmmmxmmwm,m
an gpproved schedule.

8. mmmmmmmmmmwwmu
followe:

{1) Course guotas would be sssigned to the Agency's
Cnyeer Service Boards.

(2) Bach Career Service Board would nouinate junior

W&MW“&MWW&NW
have the Ment?oteutwuw {noedrations would escesd
the essigned guotnj.« Each nomination would be acconparded
wwmmmthtmwsamm
of the organigational cowponents concerned.

(3) Final selection of students (observing minimum guotes)

mmmwmnymmmcmwrm
thig purpose.
&, mmwmmamwmumxm

Couree would be a respousibility of the Assistent Director
{Pereormel).

. When pecessary gtudents would be amaigned to Career De-
:wmmhwmmum,mmm
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memwwm
2, Carveer Development Plan Rotation Frogran

a. Under the provigions of this progrem, a junior profession-
ﬂwlmmmmfmw%mmamtwmng

est benetit of ths Agensy.
I mmmmmwmmmmmmm~
um'swmwmmmmwmm
Wmmmmmmumwm
Bomxd.
e anmm,smmmwwmm
memmwmmmmwmm
JeBYs.
& mm*;wmmmmwm;
mmmwwmmmmw
at any glven time.
) MW,WWWMummmmm
Wmmmuwmwwmmm
Service Boexd.

HRe WHITE: m,ﬂXerthMyqumutm
mswmmmxwﬂwmwmnm.mw
m**mﬂ,mzwamammxumammu. I would like
m»mwmmm“ammw,mwammmcm
mmnzwinkwmmmmmmmthegmm“ammuy
Personnel last woek.

%mammmwmammrmmum,mm
ia in paregraph l.e. xt*am;mm,mxwmmmrmmw
pmmmwmmww. Porsconpily, I believe if we
mmwmmammnahmammmmmo@mmm
mmmwmmwmmmmmm i gtudied this plean.
mammmwwmmwmmxmwwww
m,xtmatomtmmmmnammmwmmmm»
am%wtiﬂﬁwm%m%%mmhmﬂﬁmmm@
tmmmwmﬁwmupmuwmmmwwmmpww.
xmmma&mwmwwmmuwmm-
mntwmammehﬁrmmwmmmmmammumu
{ive years. xmmmmmwmumnmmm
mmmmmmmmmm. Any individual recelving thie

tmmsmmmmgwxmnhamwotmtﬁm. gperations, etc.,

na-
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mmmmwmmmzmmmmwfmﬁmm
WMMMWMMWWNM&M@nmtm,MImM
cthMatWMofthmeemmmeﬂ,
WWMmemrwmxwmmwmm
ecuponent. I rether think thet each person is more inclined to develcp loglcad-
wmmmwwmmmwmmnmmm-
amont end eptitude, motivetions, etc., and that this develcpment, perticularly
mmmmwemmm,mmymmmawmmm
WWWMWWWWWWW&WWM
proposed,

...iﬁ.mwmm-..

MR, KIRKPATRICK: Escuge me & second. Does Mr. Awory have s copy of
what we ave discussing? mwmmmmxzmnmmwm
wam&,vb&ﬁmmhwpmuammwm
office of Personnel's originel peper.

MR, WHOTE: xm,m,;ummammmm@ﬂwma
mmmemwmmmmwummm,mm
of these people--thearetically it shouldn't be, but I think practically, if you
Wammwmwmwawmmmawwmmm
sﬁtx&nh&mfwml&gmﬂwm,w&m&he“umﬁbﬂi&ﬁmm
mmmmmummmwwlmhimeymmmmm
xmwwmmmﬁmwmmmmmamaasmm
& prolonged period. I think the period is too long, in more waye then one.
mmwmmmmammmm:wmrwwm,m
mmmmwmm&mmm. Of course,
unmmwmmvwmmam,mmxmmﬁmm,
mxsm;wmm,mmmmumwwmw

25X1A aod the Congress is conoeyned. So I vether felt that picking up sort of where
:wmwmmm,wmwwmmam
wmw,mwm&mwmwmmwmm
mmmwm‘mmwmmawmgwmm
tmmmmmmmmmm,mmmm. So I have serious
W&mmt&m&m&am%kﬁaml&m
wfmmmm,mww,muwaﬂm.mapmm
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mmmmmxmmm‘mrwawmm,mmem
thoy would nomelly expect, I feel sure, to heve received prowotione along with
wmwmmw,,mmmmmmwfwmatm
ond of thet tims. And as 1 wedd, I doubt whether or woi they cean be productive
during that training porlod.

S0  belleve thet something ticd clowesr into the cmrver seyvice plan
m;ninﬂivmmkwmlmdbymmmw%wmwmﬁuthew
rainder of the Asprey components would cooporate in training thie individual
mgmimeamm$camsmmemmwwmmm,mm
ve & betber way %o try to teckle this thing.

1 sleo felt that meybe we are trying to nm before we lesrn to walk,
Instesd of taking 190 pecple maybe we should start with s much smeller vumber.
I think I bave suzzestad 20 or 25 heve to get sterted with.

Mtiﬁamwmohihwawmmm«mmmumwﬁ»
mmaﬁwmmﬁwwmwmhmrlwmsmmmwr
dnoa, at least to start with, then the Persomnel proposal. I don't ssy 1t is &
rmmaprmmmm,mx'mmtemmwmmanmm,
mmmwm‘cwmmxmm,m:.s'iww-wmxmmw
ought o try to do than tho other peper.

. EUHPATRICK: I em in Qlsagroenont only on two of the mejor points
you pertioned, Red. One is the preswption thet some of the individuals in this
pmmm%m&hmmafﬂwﬁomm‘n%,mmtmmWW
will be forodotmed to fallure if every individual put iato it isn't a pretiy
pighly oueliffed individual whon the oifice would want very much tO bave back.,
In other words, whetber we atart with 20 or 120, I thiuk they should be the
prightest of this group that we look forward <o, becsuse we are wtill, se I
understend 1t, following the prinsiple that these will be potential junior
exseubives onne they come out of thile.

ME, WHITE: Rirk, I would ageeo with tat T you shortensd the peried,
met ¥ think if you put & grede 7 Tyom the Loglstics Offlce, say, iuto this
ymgm,mm&mwﬂmmmmwwlamm”a%bmw
you tele hix for four or five years, to keep him intevested be will heve to
mymmmmnummm,mmmwwwmuwn
by the tiwe Logplsticn gets him Leck.

¥R, LISKPATRICN: Ueybe ove of the ressons way 1 don't stumble over
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t&tmumIMWyﬂt,inwmﬁnﬂ.mb@uti&p&iﬁ.
Immmumimmwammfmgwmmm
pecaupe it seess to me it might vary with the isdividusls.

MR, REYIOLDS1 M&WWW,M,IMW‘MMM
wmmwmmmmwwmwmmmm
mmwmmwwwmﬂcmnmmwmmgm
mmmumwtmmmwmmwm. I Just went to
ymtmm,m‘wmummmwwmmmumm
first sbhot st the thing. IWM&WWWMWMW
Mmmmwwmmmmmmmofﬁww,mmma
m,MwMWWWMﬂmmm@mme
citya xmmm'tmwﬂhm‘amw. I éen't think you could do
it in a yeayr.

¥R. WHITE: I&m'tbmm-m,mxw'tmmamupw
amamwmmwm,mmumw, My proposal
mmmmgmmmmmaw,mmm
bemapmmﬁwx»rawwm,nmtmws&whSmmmm.

Hile EIREPATRICKY WthWﬁWWMMI
dispgree with. mwmxztwmmmm,mxtmﬁm

amezuawmm,ammmwmm‘ i of

thyee million dollaxs. Iwﬁmmmxmwmmm
wmmmmmmmmmwzma@mhumm
mmmmmmmywwmmmmmmofwm.
mmwmmwnmwmxwmm,wmmwmmwmw
bmmmmmmmmmmwmwmmmmm
gmwmmmmwmmmna,wmmmm
Enown questities. So it seems to we the sesimum scqualntence pericd would be
memmmmawszrmm. And it would be

stayed in that office. um,mmmmmw.mmm;mm,
mm,mmmfwmmmwuvmwmw'ow. go
xm'emmmmmmwmmmwm,mm
wwmawwmwwmmw.

Going ob to Hervy's point ehout coe year, it peezs to me that the

- *} -
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nintom an individual should stay in sny one office would be six monthe and
the meximun would be not much more than & year. I have always counseled
youngeters end sort of st the pettern for wyself, that you ocught to give &
year to eny job to see whether you really don't like it es much &8 you thiok
mam'tumm,wm'tnmlmmmuummmm
be. OF course, that would vary & lot for individunls. You have to recognise
the fact that some of these individuals through the fsults of the Cexeer Service
Boerds, through the fsults of the individuals, through the misassessments, etc.,
ure golng to get mleplaced., Consequently, we would want to move them faster.
mmm,mm»wmm;wumm.
and somawhere in between as the average.

I've been doing & 1ittle homework in the ngbure of eaxiliary work
Wmmmmxmummmammwmmmmwm
mmmxmwmmamwmmmmm
msmmmwm,mmmmmmmmmmm
gotting their reaction as consumers, and the move I see of that and the more we
dfscuss this, the move this sesps to be & projection of that progreis.

Mh. WHITE: X agree,

MR, KIRKPATRICK: A projection utilising inddviduals siresdy oo board
rather than going out snd getting them, Further, the more I talk to pecple in
MW%&W%M&O“WWWM'&N&WHW
three offices and you have rotated the individusls out., If you go beyond that
he gets into jobs for which he is not interested end he gets himself so thor-
oughly spreed that be 1s not good for any one of them.

MR. WHITES: I agree with that.

I entirely egree with thet, and it appeare that some
of them bave rotated to the point where they begin to wondor what it's all
ehout end when can they get started. They really want & job instead of &
succegsion of little jJobs.

[ | ™t 1s perfectly true. 4na I sgree aleo that thet s
oy extension of the JOP program. But it was ny oomtention that it woudd have

to take mowe then a yerr on the growwds that if you mxe sctumily golng to buve
thie at the beginning of o cereer service program, that these men should

sctuslly serve snd contribute in the places they went - all of this not so mxch
in the intevest of treining them, necesserily, but in the interest of starting

-8 -
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CibAaing szl

& sechanisn golng here widch then would pick wp move dirt es we went along and
eugble us to graduslly, throughout the Jounger group, oot oo sctuml, in-fact
Caveer Saxvice Progran godog.

dow L agree also with the statemeut thet I thipk 160 is oo mezy to
start with., I think we should start swaller, decauss the ides is to got sove-
ﬁdﬂgﬁﬂ%ﬁ,nﬂd%%s&btt@mgltmhmmzﬁek%dut%ﬁ
aoes along, I1f we do 4t igat. Aend ws time goes on end aore axd mure FOWL
weple come in they will be plcked up by this device,

[ ] vos win2 neve o wetting 2ot of youay people who weat
i get luto it.

R. KIREPATRICK: Bot over a long pericd becsuse presuming we continue
Te JOT program there would cove a perlod, s8y in 5 or 10 years from now, when
wo wrald have pleked wp and eanght ell the junior executives with that poteatial
al celiber dn the Agency, and the rest coming in would be coming in through
thet JOT mechenism,

e FEYWOIDSs Xivk, I sgree that 180 18 too meny. I think thet wagp
Just 2 skot in the dark.

:m&mmwmm.

¥r. FEYNCLDE: The other polnt which to me differs from ths JOT is
tiat we are taking mature mem who exe in the Agency ysther then somoono thet we
picked out of college, or what heve you; snd, eccondly, thel owr plen is given
o the men ruther then the wan ploking his plan. It's & rether roze Sefinite
Llan than the JUT, ae I see 1t. It's not firw, sut this thing envisages theb
yora would lay 4t oub predty csxefully. The plon wes an elemert of importence
in this other thousht thet we had,

[ ] =tam, 1 velteve 1n the principle of rotetion snd the
c&%ﬂmmﬁa@mm&mﬁ&n%&ynﬁﬁi&%mmmm;mmm
we will hape to bave some sort of o guotn boois. I oleo think this JOT pro-
erew 18 & very useiul device if for no other purpose than getting the brighter,
WWM@%Mammmmmmunmxm
that they like end src fitted for. But I really gquestion the long-term wisdom
ﬁ%%wafm&i%pm&r%ﬁm%&%@mmtm
recrult pecple end tell them, in effect, "lock, you are emong Cod's chosen
heve, erd we arve going to give you e chence to reclly make samething of youre
selves kere.” I'm afredd they would all pet the ldes thot they sre privileged

- -
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indlviduels. Such o method would wery llkely rudn & folr percemtege ol pegple
you ohose Tor it. 1 wonder If we centt get up sae “God wabohing the gperrove
fall" kind of systen here, whoredy we cun Keep 6d oye o0 tasse younger pogple
and asplst snd socoarage thelr rotgtion as it secms desirable, withoul ueling
such & Wwerltic polnt of 1t to poogle thewgalves.
File SIBAPNIRICK: I couldn't agroe with you wmoee. #He dop't want
sgall the individuals. I thdak that is the pert o gemeral agency dissipline 25X1A
uplch 1% is cosentisl to mudutaln., We don't veat to cxomte wat | |

first culled un Yelits acowps®, which everybody egreed scumded an swful lot more
like the Schutzstaffel then we wented to have in CIA. I think the reason, John,
thet we started cut et this--just following the train of thought beck--was bee
cauge the Doard seomed to generslly egree thet rotation under the present system
was sore or less hit or miss snd a case of Job-shopping by ths individual ox
pirecy by an oifice, so that there wean't a planned rotation. It wes either an
office godng out to gved srother men in another office or en individus) wenting
to chenge jobs efther beosuse be had & yon €0 get into the covert side or the
analytic side, but there wes no sohemmtic process shout it.

How, following that trmin of thought, it secme we heve suddenly come
over Lo this other corner where we heve presented t0 us a vesy fine plan but,
a8 you point cut, & very firm wechanier or mechinery. 8o it seems what we want
to do is probably end up somewhere in the ndddle of having & puldsnce ayeteum.
The thing sbout Hed's paper thet sypesls to me is that it thyows the principel
burden oo the Cereer Bervice Buerds, with a supervisory mester Doy to needle,
encourage, persuade, snd get the mechanism going, which probably should be this
Bomrd.

I think so.

Or a caxeer plamning gyoup of thie Board that would wetch

over it continoualy.
KR, RIFKPATRICK: A sub-group of this Boayd coneisting of three or
four merbers of this Boerd.

| | 1 was @oing to propose the very Leadible purposes of
this plan can be schieved by same deviece like that.

tn the plan itgelf, 1 do have the sme cbjsction Joim has, that howe
ever you defing it, 1% would become an elite corps. It should be possible to
follow the cavesrs of the men without thelr koowing they are being followed,

Approved For Release 2002/05/10:{CH:RDP78-03578A000500010018-8
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wiere thwy would stick Yo the Jobs they sve uow doing avd s foxr gs they huow
their puipose is to lmow that Jjob es weil as they cam. Lus if you idemtify
these peopie in graties, sey, © to iR, and hgve 8 wechenism iz this Boerd for
scelng Lo 3% thel the PER'S and the Tiles and suy other rolevart seterisl is
koown €0 tiis Boexd, and then judged for both the time of rotetion--not srriving
ot any odx wontng or muy otber exvitrery figure, wul when it becones eppropriate
for eu individual, and the kind of robation he should heve--gc that you are
following the caereers of the peple wuo eve Likely So cote along end wiom you
waat Lo Joster in Yoo sexe way thie would tend to do, but without sy of toe
Sgparatug. YXou also, in tuat cess, would oot huve to woryy about slobs or mouey
becanse evary wan wonid seve kis glot and hie saloyy in the job be wms performe
oy a8 well «o wms Yequired of him, snd battor, but you wouid have o wechanims
hewe Lor followiog those Hundred o how muny pecole you were iaterested in develw
cpdaig.

And as Red podnts <ut in his paper, the Career Develop-
et Slobe wideh exdst, cold be uaed to mpplevent ood mplify thet kind of o

PECETEE

We are trylng to do aomething like thet in o few lo-
soancos. O snd OB have told we the type of people they went in tlhe atelf e

reRx r w9 Iaan vone-just o fow pegple--withoodt telling them, i we will give
toom oourses thet the Chairmen can't describe, sad sort of bring thew wp 50

that o years fave pow i€ be wants them they will be aveileble and treived slong
tit linep ke wante then trsined. They will slso probebly be rotated to OCI or
GilE for o ehort period faitially. It's just o shot in the datk, tut 1t‘'s the

What breaks the rotation program now is the natural
tendancy to wmnt Lo heng on o the good people. Bub if thope people were idooti-
fied to this Board spd followed, that could be done swsy with in everybody's
interest.

1 @i intevested in e Cereor Gervice System working eventusl-
iy in such o fesbion thet & recponsible offiver wiil conme 0 his other offices
unt say: "Chum, I have @ hell of & good men herw ond T think you wili profit by
including him in your gpecisity~-whotever 10 18, snd run on & yether pentlerTen-
iy sovd of bagls, rether then everyhody trying to heng onto his pord pecple and
trying Yo palu off bhis bed coes to any surhker wio will take then,

“¥-
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HR. KIRKPATRICK: well, the geuersl conseusus sedse Lo Lo that what
we want to end wp with, then, is primvipally establishing a quote of how weny
should be put into s rotation systen, allocating the guote smoang the major
Career Service Boards, laying down the sroumd rules as to wbo should be nomine
ated for those quotas, and then this Soard sitting oo top of the checkers®
eateh o see thet the varicus reds and blscks axre filled and moved.

MR, WHITE: That sounds good to me, Kirk.

MR. AMORY: The esclusive metbhod is not all &8 black as sowe paople
are painting it, eod st present fram our side snd] |shop--this 8 25X1A
not the exclusive method, this is an sdditiomnal method.

HR. KIBKPATRICK: Thet wes determined st the very staxt, that this
wes to supplement what is slvesdy proceeding et the present time.

MR, AMORY: The only thing I would comuent on both pepers is the
iden thet you rotate seversl tizes congecutively. I think it is o lot detter
to look at a 30-year career a8 a trunk -~ & guy rotates out between the secopnd
snd fourth year snd then he comes back to his basice thing for thres or five
years, and about the time bhe is getting the ides be is a darn good fellow on
thet, then he rotates out for snother three years, rather then three rotations
in his late 20's and then feeling that for the next 20 years he goes to| |

25X1C

¥R, KIRKPATRICK: That sounds like a rosy career. (laughter)
I thiok the nextt step, then, is %0 get & stabement flushing out more
cr less what has been descridbed.
[ | stnee tne 0ffice of Persomnel and the OTR aod the
DD/A'e proposals hewe been presented, would it be possible for three repre-
sentatives from those offices (o get those papers togethsr and try t0 eynthesize
1t?

MR, KTRKPATRICK: Well, can I ask you and to werk 29X1A

o thet?

¥R. WHITE: Fine.

¥R, REYROIDB: That is good.

Isn't there actuelly a roteticn plan going on within UD/P iteelf? In
our Weekly Report there wsa oh inlcation froe our Placement & Utilisation
Divigion that you had ons of your owm actuslly working.

[ | minee ave tuter-working 1ike that down there but I don't

wh
d Wiee 8

- 10 -
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think it's particularly on purpose.

.Ea.nmmnuma Thia one sounded like 1t bad been wovking on purpose.
I don't think it is in eny formelized foxw, Barry. I
just think £t's the yesult of everybody coming together and realiging that
gort of thing hes to go on to develop a well-rounded outfit.

MH, FEYROIDS: It came fxom your Career Service Boords, and I think
there were 10 or 15 pecple being moved around within the DB/P, cbvicusly for

further training,

1 Chal rotates three at & time to field offices.

It's definitely improving. It's plcking up sort of a

asomentun of ite own,

e are so much better off than we were twO Jyoars 8go,
amiwegmaumxydmww;mmﬁimawtanauetuwaﬂmxxymwwwwwncmqﬂn:ﬁ'mmga

ahiend OF SRRRIY P 1o RIS FTO65 80 SEMER R BORRA ARRs0 0 8h fp Prink thst
is W»n o B
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. « . The 23rvd Meeting of the CIA Career Service Board couvened at
4:00 p.m., 25 February 1954, in the DCI Conference Room, Mr. Lyman B. Kirkpatrick
presiding . . .
MR, KIRKPATRICK: Gentlemen, shall we come to ordexr?
Item 1 is the minutes of the last meeting. Are there any corrections

or changes desired?

They sre cokay by me.

MR. KIRKPATRICK: If not, we will consider them acceptsble as presented.
Ttem 2, ve have asked | |of the OCD Caveer Service Board 25X1A
to come up and give us a brief presentation on what that Board has been doing in
the way of career planning. I think it is fairly obvious to you, gentlenmen, from
my comments to the pirector on career plamming, that I conslder career planning

one of the keystones of a successful csreer seyvice progrem.

with that brief introduction, will you give us the word?

Yes, but 1 really di8n't know this was going to be

a presentation. I just made gome rough notes, and I you will bear with me I will
give you my thoughts on the career service program. I trust you won't hold it
against me. It's strictly my personal ides.

First, I'd like to say that I think the career service program and
the policy and thought that went into the development of this program is very sound.
I do feel that the keystone of & cereer progran ig the career plamning, and I
think that that has really bogged down. And the keystones of career plenuning are
rotation and training. I think training--and I'd say this even if you weren't here,
Mett--I think training bes done an cutstanding Job. I'm mot too aure that we are
getting all that we could by not having an adequate plan for each individual as to
what training be should take. Rotetion is virtually pon-existent today.

I mgree with you, Mr. Chairman, on that paper of yours on the 26th of -
Jenuary where you pointed ocut & 1ot of the sccomplishments of the career gervice
progrem, snd when you pointed out meny of the shortcomings of the program.

Now here is what we heve done in OCD. In OCD we have a board and we
include on that board all of our Division Chiefs slmply because no one individual

25X9
knows or can give the board & good background on any individuel unless he is in

that same Division. At least, our Divisions number arouudl 80

we have them all sit in. We meet only once & month. We rotated people--we "gried”

to rotate pecple, and it was--as you put down--largely a slave-mart sort of deal.

el -
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Then in September we asked each Division Chief to come up with a career sexvice
plen for two or three of his most promising junior executives, the plan to map out
what thet individual should do over the pext ten yesrs in order to become & more
competent Agency intelligence officer. We received 24 such plans. We tried, snd
I sey that because that is exactly what we did, we "tried" to put one plan into
effect. The gentlewan was & graduste of the Junlor officer Training Corps. He

has been in OCD almost two years. He pow bas & plian where he ought t0 go overseas, 25X1A

ment. In other words, this is a 10-year plan. The next step in this plan would
be an assignment to the DD/P area.

MR. WISNER: What is the age of this man?

| | 28 to 30 yeers old, in round DumDETS. Thet is about

right.

MR, WISNER: And his grade?

| Either & 9 or an ll.

¥What we have attenpted to do for the past five months was to get one
of the DD/P boards to assume this man for an eventual assigoment overseas, we had
hoped. He would be carried op, we hope, & Cereer Development Slot. We would be
respongible for the man and for his resssignment when he came pack. He would be
an extra number, ap it were, wherever he were sent. So far we reslly haven't mede
too much headwsy.

And now I will tell you wny we have him, and I will tell you what I

think is wrong with the present setup. I don't think that 25 boards, or 20 boerds 25X9
or 50, are LoO mauy; for instance, cur beard is responsibvle now for I:l 1

don't think that s board cen pandle more then that. I don't think a board could

hendle more than people if they ere going to do an effective job. But

all of these boards bave been operating independently. They haven't had what I
term an "edministrative chain of command.” There has not been established the
echelons through which we could go for cperating ection. This Board here does fine
in giving end setting policy, but there is no cohesion between the existing 25
boerds. There is po way where somebody could take action and tell the FI Board:
"Yes, you will take this man as an extra pumber," or tell my board that I will eb-

sorb so and so, and so end so, over the next year or two years. How I think that
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that could be licked by retaining most of your present boards but then by establish-
ing higher bosrds; in other words, in the DD/I aree I believe there should be a
voerd consisting of the chairmen of all of the m/I office boards, and I would serve
on that board and Joe would serve on it, aadtheheadmanfromﬂﬂlamthemdmn
from ORR. Then I would go to that board with actions that I want taken, not policies.
"1 want John Smith to get & tour in 00C." Therefore, if the OCD board approves of
i1t I then make that an item of the agende of the pp/1 boerd, and we resolve it at
that board meeting. Similerly, I feel that the B/P should have a voard consisting
of ite sub-board chairmen; and the same with DD/A. Then take the DD/I aves, with
which I am familiar, say every office in DD/I wents to send somebody overseas. May-
be you want to send two or three, --I mean for gpecial rotation. All of those would
float up to the t0/1 Board. The DB/1 board would say, "fhis year we can only rotate
four people from DD/I to D/A." Then that board would determine whether it would be
the OCD candidate or the 00 cendidate or the 08I cendidate or the ORR candidate.
Then they would mske their decision and it would approach the DD/A board in that
manner. This board would probably pave & sub-board which would be the overaell oper-
sting, governing board for the day-to-dey operations, not for policy. That way I
think we could get action on these things. There would be some means of implement-
ing these plans if the plans are valid.

The other thing that I have is thig: Should all this be done in en
evolutionary manner? I think the existing boards can be uged. I dontt think we
ought to disrupt this whole thivg. We have just barely gotten this balloon off the
ground, and now I think we have to maeke it work. I think we should investigate the
rotetion and the training for our junior executives. 1 think we should teke it
slow and easy, let's say rotating out of one major complex to another at the rate,
this first year, of 10 or 15 at the mogt. If it is successful, and es we develop
experience and as we develop know-how and we ¥now the pitfalls to avoid, if we wont |
to step up the program we step it up, but I think it should be done on & gradual
besis. We can eventually make the thing work. I thiok e lot of our employees have
the idea that rotetion mesns that everybody gets on the merry-go-round. I don't
think thet would work. I think it could be started on a very gmall basis, end I
would so recommend. Insofar as whether or not it is feasible to rotate people, Izg)“A
Like to shov some figures here. In the past 3 yesrs OCD has 'cranaferredl:l
to the DD/P area. Therefore, it seems as though employees of the so-called overt

side can be used in the covert side.

-3 -
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MR. KIRKPATRICK: Let me ask & question, Jeen. Would you take all

I refuse to answer. I would teke most of them, yes.

I would take most of them.

And, also, in that same three-yeer period we transferrved 78 people
to other offices, DD/A, end other offices within m/a. Now these were straight
out end out trensfers. This does not mean our people are unhsppy or have low
morale.

MR, KIRKPATRICK: Wbat sbout the flow?

hat is the reverse coming into you from other places?

1 would say, a& an off-hand guess, probably sbout

the same. I don't have the figures here. Probably pot quite es high from /P
to us but it does exist.

Now, as I was golng to s&y bere, this does nmot reflect uchappy employ-
ces opd low morale in OCD. It's simply that OCD is a wonderful spot for a person
to come into the Agency to get basic, fundamental background, and we feel that eny-
body we teke and then they go on to greener pastures, so much the better - and I
wouldn't deny their trensfers. Also, we migt sdmit that many pecple come into
this Agency without knowing Jjust what they are getting into, and the minute they
find out they are in OCD and they ave a humdrum librarian with po possible chance
of going overseas, they become slightly, oh, shall I say "pegtless® and try to see
i there isn't some wsy they could get into an outfit that mey result in an over-
seas mselgnment. Were we to offer a good rotation plan & lot of these pecple would
never have left us. They would have gone on a rotetion to overscas and then they
would be happy to come back. 8o that is another benefit that would be derived
from rotation.

MR. KIRKPATRICK: Would you eay & couple of more words on your career
planning? You seid 24 were done. Were they done by the ipdividuals themselves?

Were they the ones that suggested this was the type of career they wanted?

This is the way we went sbout it. We asked the

Division Chief to select the two or three Juniors with the greatest potential. Then
the Division Chief, together with the individuel sat down and worked up & career
development. In other words, he was not left to himself, yet bis wishes in the
matter and his possible ambitions and poesible abilities were taken into eccount.

It was a joint effort by the pivision Chief with the individusl, and then submitted

- b
Approved For Release 2002/05/10 ; CIA-RDP78-03578A000500010018-8



25X1A

25X1A

25X1A

Approved For Release 2002/05/10 : CIA-RDP78-03578A000500010018-8

to the board, which is all of the Division Chiefs and myself, and we reviewed these
and we Just heve them on file. The Division Chief i1s responsible for following
up con these plens and for putting forward recommendations for tralping, for ro-
tation and so forth to the OCD board. In other words, the Division Chief then
takes & persconal interest iln these two or three people and he will come to the
board next month and say, "I would like to have him go to Georgetown this year," and
g0 on. In other words, he keeps track. He has the progrese chart, as it were, of
those he has selected.

|:| He follows the plan that has been reviewed and approved
by the Beard, however.

| |Yes, be executes, however. HNow the plans are not

inflexible, they are very flexible. Also, those individuals that were originally
chosen may be dropped at any given time if the Division Chief or the board should
change ite mind end decide Lo gponsor some other candidate instead of the one that

was originally proposed.

. o0 Mr. Sheldon joined the meeting ...

MR. KIRKPATRICK: You mentioned in plan possible aerviceZ5X1A

in other Government agencies? Was that a part of many of the plans? Because I

don't think it is terribly practical except in rare instences.

| | Bo, I doubt if that appeared in morve than two out

25X1A
of the 24 or 25.

of losding edditional personnel in. But I think, agein, it gets 4o be a question
of guantity. You can judge this only when you know how many pecple you ere talk-
ing sbout per year or per pericd, whatever it mey be.

- 5 -
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25X1A

| | Only we suggested here on a peripheral reporting

post. But everything I seld I would like to have considered in the light of a

very minimm beginning. We have only pushed one of the 24 cages thinking that if

ve could ever get our foot in the door and get = program started or a program

accepted in theory, perhaps then we could move on to two, three, or four more.
Theetherthingtha‘hIthinkhayyenstodwisthatallofthe&m

odd boerds function in an entirely different manner, and think they have different

types of responsibilitiles. 25X1A
MR, KIRKPATRICK: We Joined that issue last week, ea| s

charged st the moment with the responsibility of coming up, for this Board, with

a 1ist of the major differences that exist, so that we can lay down a formula for

the boards to operate on which will standsrdlize board procedure.

I wes thinking if you had a DD/I board consistlng

of the cheirmen of our eight boards, you would--

MR. KIRKPATRICK: That is a technique to sccomplish it.

That would help to standardize the operation of all

those boards.

The point of the number of these boards has been the ceuse

of & great deal of misunderstending and dismey. There hag been the thought that
we would set up five boards to give individusl sttention to |:| Ob-  25X9
viously that 1s impossible, and I don' think it has ever been the intentlon of any-

body to do it that wey.
PP Mr. White was called from the meeting . . .

|:| It should be understood, however you set these up there
would have %o be enough sub-boards or panels or mechanisme so that you cen, at &
supervisory level, study these things and eubmit to the top boards only matters of
policy or matters involving clearly senior people who would come %o the attention
of the menbers of these top boards in any event. I think there has been a boogeyman

in this whole business of merging career service, and rather an unRECessary one,

-6 -
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because it comldn't work snd there has been no intention of working it that way

or trying to work it that way.

MR. KIRKPATRICK: Anymore guestions for because I 25X1A

went to skip on the agenda to item 4, in view of the fact that that tles in very

directly with what we have been talking sbout. And, I hope you will stay, 25X1A

if you would like to, to hear the rest of the meeting.

Haryy?

MR, REYNOLDB: The first item in 4 concerns the paper which will be
circulated in the Office of Personnel asking each person to fill out thelr awm
thoughts about what they want to do, - & career plan. I am informed that other
offices have a similar questionnaire. I have coples of our plan here to submit to
other offices to tie it in with theirs, with the thought that the Executive Secre-
tary will use that ms an overall questionnaire which could be used by the entire
persounel of the Agency in giving thelr answers.

MR, KIRKPATRICK: I would certedinly be in favor of a standsrd
gquestionnaire to be used by all office boards so that when correlation takes place
and you get into this metter of rotation you don't have to do the job half over

again.

Are you going to give this guestiomnaire to every in-

dividual? Because then there is a presumption that you are going to do something
gbout it. I think that is a dangerous thing to start dolng.

MR. REYNOLDS: I don't think we should. We should possibly do it on
a sempling basis.

MR. KIRKPATRICK: I would think so. I would think OCD's technique
of taking two or three of the top juniors in each Division or Branch, and using
them as samples, with a covering statement to the effect that this 1ls an explora-
tory sampling technigue, and that rotation is for a very small percentege. Because
1 think we must take concerted and strong action to kill the belief around here
that this ies going to be an Agency of whirling dervishes around here, that every-

body is rotating simultenecusly.

Thet is what bothered me. I think it would be very
dangerous.
That had been discussed but I don't think the Personnel

Career Service Board mede a final decision on thet. I suggzested to Mr. Reynolds

that in counection with this survey which I am ebout to launch on a common
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denominator procedure, that I could also do this end find, for the consideration
of this Board, perhaps & formula or common denominator for a guegtionnaire, by
drawing together the Becurity Office Career Development Plan procedure and others.

MR. KIRKPATRICK: I think without in any way stultifying or negating
the initiative teken by the boards, that if you can do thet and we cen get a stand-
erd form and a gemuine understanding of how this 1s to be used so that we don't
stert a false rumor going around that everybody le golng to get into this, that it
would be Ot RVEE F orlite R@t 2602/ 0511 0 5 EA- R BEARE7 4428050001 00 13- 8 e agenda,
which we will get to later. —
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separate mechanism, could, I thipk, without changing the existing system very mark-
edly, be put into effect through an expansion--an expension in time rather than in
bodies-~of the JOT program. We sre taking into the JOT program an increasing pumber
of Agency ecployees; that is, people who have come into the progrsm from the Agency--
particularly afier the ceiling hit we uncovered a lot of pretty good pecple who were
without jobs--and I would like to have the Board consider thaet as an alternative to
this proposal.

MK, KIRKPATRICK: I think in view of the fact that guite a lot of you
haven't hed the opportunity to thoroughly get into this, including the fact that &
very complete mechanism is herewith proposed, that if it is agreesble to the Board

ve should carry this particular item over to the next meeting.

MR, WISNER: I am very much in favor of that. Both and I bave 25X1A

resd this very hastily, and whereas there are some points we heve alresdy spotted
thet we would like to question or challenge, we are not ready to come up with our
finel statement of vievs.

MR, KIRKPATRICK: I thipk in considering it, that each of the Deputy
Directors and AD/Personvel, AD/Training and AD/Commo should also consider the fact
that, just speeking from what I have seen of the pirector's view on the ceiling, I
don't think there is any poesibility--not even the vaguest--that he would increase

the celliAgprandctiok ReexsEane/bEHE: SARRETHTE BYETaARBEOBRTER B, ™ "®
asdopted would have to come from the body politic.
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MR, K "PATRIC Gentlemen, shall we r—ceed to item 3 on the agenda,
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MR. WHITE: Has the Staff Study been postponed for future conglder-
ation?

MR. KIRKPATRICK: That is what we are now getting to. I simply--which
is my usual procedure--switched items on the agenda. We took up item 4 before 3.

I think that is a very interesting Btaff Study the Office of Personnel
hes prepared, but inasmuch as I was the one that originally suggested the 120 figure
idea, to get started, and also suggested that the Persomnel Office start to work
out something--which I think we have & very good start on-~I would like to point
cut one major sres where I disagree with it. In the first place, I feel vexy
strongly that, if we are going to start a rotation system in which we all believe,
the slots with which to start that rotation system should come out of the existing
slots of the offices participating. Because by the very pature of rotstion, if
PD/P rotates 20 people out of the DD/P area into the other srees, it would be
essumed, the way I envisaged the system working, that DD/P would gain 20 people,
and that there would alweys be a counter-balancing. Furthermore, I think if
thig is a gravy train, inasmuch as it is not going to cost an office apnything,
then it's going to get off to the wrong start at the very beginning. So I would
recommend ab the very initial start that the 120 slots, rather than coming from
an increase in the Agency ceiling, come on & pro-rated basis ocut of the existing
components. I think the way I just casually mentioned it was, say 30 slote from
each of the three major components, end 10 from Training end from Commo. Now

+haet conid be varied.

Hywﬁoitthatmthenwh&nymrmretmto

you the alot which he goes back to is vacated.
- 10 -
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sEURED,

I don't think that is the kind of rotation we ere

talking sbout. The man may never come back to you. He may find a role in whiech
he is more valusble to the Agency than he was in the office he left. This is not
a training program per se, for the individusl. He has to be productive as well
88 getbing hie training, and therefore he shouldn't be e supernumerary.

MR. KIRKPATRICK: If he isn't productive then rotatlion is no good,

becauge we don't put them in slots to simply view the scene.

It would probsbly be a year before he would be pro-

ductive, and I would say it could last over a period of ten yesrs if he is growing
all the time.

MR. FEYROIDS: Presumably you get & man back in place of the one you
had lost.

Either from Commo or from recruiting. I would

agsume the man I let go for this program would probably never come back Lo me.

MR. KIRKPATRICK: Say you move 10 slotg, but there will be 10 persouns
from the Agency in your slote all the time.

MR. BAIRD: I don't think it would work that way.

No, because I probably couldn't absorb 10 non-

commuoicetions pecple in the limited celling that I have. I don't think we should
shoot for a goel of 120 -- I should think what Mr. Reynolds has said, not to ex-
ceed one percent of his component strength. This won't go unless you have &
menagement thet is extremely stubborn and also plisble, and is bought by all the
components as something that is good for the Agency. In thet cese let the numbers
turn out to be realistic ones.

|:| Would you start with 120 and keep filling the gaps?

MR. REYNOIDS: I visualize filling the gsps as they drop out.

MR, KIRKPATRICK: Like Career Development 8lots.

Because on an attrition basis you will lose 15 or 20
of them.

These would be like Cereer Development Blots, over and

above the T/0 of the office.

MR, WHITE: May I make & comment on that, Kirk?

First of all, I agree with you that I would not recommend to the
Director--and I don't think it would do any good if you did--that he increase

the persoonel ceiling by 120 positions, because he talks, two, three or four times

- 11 -
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a week gbout meking it less than it is now. 8o whatever we do I think we have to
do within our present persounnel ceiling. Maybe I have a peculisr situation - I
don't know. Obviocusly I would be happy tc have all administrative officers in the
Agency also be fine intelligence officers, but I would first like them to be pood
administrative officers. I am not sure we have even reached a satisfactory situa-
tion as far as having & good professional corps of administrative officers yet.

8o if we are talking sbout rotation among the various Agency components to develop
a professionel corps of administrative officers that I am interested in, we are
doing this right now in the administrative field between the cooperation that now
exists between DD/P and DD/A, and to & far greater extent than ig envisaged here.
1f this is rotation from the DD/A component to the DD/P component in the admini-
strative field, finsnce, and the rest of it, we are wey sheed of this. Frankly,

I wouldn't want to give up 10 or 20, or whatever muber of slots you think D/A
should give up, in addition to what we are alresdy doing, which I think is a good
and e very effective program in the sdministrative field.

MR. KIRKPATRICK: But this, as we envisaged it, and as we mentioned
it when we suggested this plan be developed, was to take 10 or 20 of your GS-5's
through 11's who look like they are broader than just administrators, that they
are going up to an executive job at some date five or ten years in the future, and
getting them into the rotation system, as pointed out here, is one way to develop
them as junior executivea. And when they move into this Selective Rotation Pro-
gram then they are moving iuto the candidacy for the Junior Executive Inventory.

MR, WHITE: But if you feel a man o be in the Junior Executive In-
ventory has to have administrative experience and intelligence experience--

MR. KIRKPATRICK: Not necessarily, but I think this is ome way to
give an opportunity to 120, or any figure you want to pick right across the board
of the junior executives that we want o broaden enough so when they get up into
4this building they have had a broad croas-experience in the Agency.

MR. WHITE: I quite agree. But let's take the grade 9 finance offi-
cer, for instance, who has had 2 or 3 years' experience in Ed Saunders'! office,
and then he goes to maybe an 11 finance officer in the DD/P ares, and he follows
that as a general administrative officer in an overseas station. Certainly some
of the operational and intelligence gtuff is rubbed off in that period of time.
So I would consider him as having hed experience which would qualify him as a

junior executive just as much end maybe even & little more so then I would if he
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had goue completely out of the administrative fleld during that period and become
an intelligence officer.

MR. KIRKPATRICK: Why isn't what you say perfectly consonant with
this? The fact thet we have a rotation plan doesn't mean that he has to go to
every office in the Agency - he can have a very selected rotation to gpecific
offices. You wouldn't take the best operstor Frank has and move him through every
office, but he might broaden himself very much if, sey, he got into Current In-
telligence, for instance, because it gave him a fleld to show him what he was
fighting for. And he night move over to OCI for say a year's tour, and then right
back.

MR, WHITE: I'm not fighting the problem except I think the /1
ares, of course, is not perticipating in this at all right at the moment, but in-
sofar as cross-fertilization between the DD/A and the DD/P, which is where the
bulk of our administrative people sre anyway, I think we are acconplishing thet
right now, and ’I. think we can continue to accomplish thet within present ceilings
and without guotes. We have people who are intelligent, operational people that
are nominated for administrative jobs all the time, and we select them sometimes
to go into sdministrative jobs. And administrative people are going out the other
way. I frankly don't think taking 20 positions eway from DD/A to accomplish this,

is going to help DD/A or the overall program insofar as we are concerned, very mich.

| |’I’hey are 20 bodies - not positions, Red.

MR. WHITE: I think we are doing that already.

MR. REYNOLDS: What Red says of DD/P ie true of AD/P. Insofar as
DD/P is concerned we have over 60 trained personnel officers now working in the
DD/P complex. I can think of three of those men right now whose value would be
enhanced if they hsd other Agency experience than just personnel, and they would
do en excellent job in 00C - one of them I know, anyway, who is & highly personsble

fellow and an excellent man for any field office.

1 thought what we were trying to accomplish here

was grooming people to take the places of those who pass on, whereas the Tinance
man and the administrative men are speciallzed. Administrative people are de-
tailed to thege other offices, end finence people are detailed to these other
offices, but when you find any one of those people that looks like he could be
developed into sometbhing less gpecialized than finance or administration, then
those are the people I thought we were talking about that we were grooming for

- 13 -
Approved For Release 2002/05/10 : CIA-&DP78-03578A000500010018-8

ne # ik Ry



Approved For Release 2002/05/10 : CIA-RDP78-03578A000500010018-8

other then specialirzed jobs.

ME. BAIRD: 1I'm afraid that we are trying to mske generals too quicke-
ly. I haven't heerd anybody say how long a period of specialization these young
men are going to have, but I think it should be & considerable period of specializa-
tion - I mean, the process of the specialization, if it has been identified. If
they have, in addition to thelr specialty, executive and administrative abllity,
then they are the ones that should be identified and broadened. But I am afraid
we are still talking about too meny people needing rotation, and I don't think they
do.

MR. WHITE: I started out by saying that I think we are quite a ways
Pfrom doing our job in the administrative field without taking on the additional
obligetion to meke everybody a professional case officer.

MR, BATIRD: The other thing that worries me, Kirk, is that Frank's
side of the shop, as far as I can meke out--I've Just come back from talking to
the Navy sbout how tight they are on slots, and we are going to have to wipe out
that 0CS program as far s the Havy is concerned, snd we are going to find 1% in-
creasingly difficult to actually find places to send people overseas. Frank
hasn't enough pleces to send his own pecple overseas. He bas more people then he
can teke care of and fewer places to put them. I don't know what happens to
these 24 that wenb oversess rotetion. I think one of the reasons no action has
peen taken is that there are no spots for them. We have people in the Office of
Training that came from the DD/P 3 or 4 years ago and who expect to be taken back
into the DD/P and should be taken back, but there are no places for them - and
they are good people. I think we ought to go much more slowly than we are talking
today. If Red kpows of a young man or young womal, then let him come up with that
young man and say, “"Here is somebody I thigk we ought to do something about,” and
not say, "Here, you have 10 slots to do this, or 20 slots to do that."

MR. WHITE: When we were loocking for an administrative officer in
sey an 11 or 12, we asked not only the area Divisions but alsc the area components
to submit a nomination, and we usually ended up with quite a few pecple from both
sides of the house to select from. So we do take speclaliste out of their special-
ized field and put them into general administration all along. I am sure if you
looked over the records for the last year or two, three or four, you would find
quite & nunber of those pecple have gone from the administrative game into opera-
tions of ore kind or another. Iusofar as we are concerned in the edministrative
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field, I'm not sure that we aven't doing a lot of this now. Now that doesn't solve
the cross-fertilization between the DI/I end the PD/P. But I don't think I heve

the same problem.

Mr. Chalrman, may I make the remark that it seems to

wme what you are actually doing, you are really trensferring people. This would per=
mit you to do the same thing but inetead of calling it a transfer you call it a
rotation. Isn't that what this peper says?

MR. KIRKPATRICK: In effect, yes.

And it would permit more rotation. In other words,

it wouldn't prevent you from doing exactly what you are doing now except put a
different lebvel oun it.

MR, KIRKPATRICK: I can't quite honestly say whether I think it is a

roge by any other name, because, as pointa out, some of the

people in this system will not return to you ultimately. The same is true of
what you are doing today, Red. What you actually do, in effect, is to transfer

permanently. They may come back to you and then again they may not.

Isn't the essential difference that in this proposed

gystem there would be a longer-range plan formulated and watched over, whereas under
our present system there is no long-range plan but there is the immediate transfer
action, and there is no particuler looking beyond the job or assignment into which
the man is trensferred. I think that iz one of the essentiml differences. In
other words, the combination of what OCD has done with regpect to 2h people, and
what you in the DD/A are doing, Red, to such & great extent, The plan proposed

by the Office of Personnel - & combination of those two 1s, to me, what we are

looking for.

The general plan is that you expect them to come back?

As a metter of fact, I do not necessarily expect

them back. They may effect a permanent trensfer any place along the line, but
the point is they have a home to return to at any given point, if the plan docesn't

work oub, and someone 1s responsible for them - thet's the reason for that.

In & one or two-year rotation they wouldn't be too

rich to take back.
MR. KIRKPATRICK: Not in grades 5 to 11. That's not going to out-

price them.

But coming beck ss 13's, say, after five years-~
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MR. KIRKPATRICK: We aseume, at least I would assume, that proportion-
ate nunbers would be under 11's, but by the time they get to the 11 grade they are
moving up to an essistant branch chief.

MR. WHITE: I don't mean that I am opposed to Lhe plan in any way.

MR, KIRKPATRICK: It didn't sound exactly like you were very mich in
favor of it, Red. (Laughter)

MR, WHETTE: I'm not willing, et leest, to contribute 20 slote to de-
velop intelligence officers. I will contribute 50 if it is confined to rotation
of administrative personnel around, or any other nunber, so long es they coume undexr
the jurisdiction of the verious administrative boards.

MR. KTRKPATRICK: Isn't that the sdministraetion of the plen per se,
rather than the theory of it?

MR. WHITE: Yes.

1 don't see where you are giving wp positions. You

are rotating 20 bodies out of 20 positions but you are getting 20 bodies back.

MR. WHITE: Maybe I'm not clear, but we are hard put at the moment
%o come up with all the administrative needs that we have to meet the DD/P's needs
both here and overseas, and I'm not at the moment prepered to say that I will throw
20 of those people, which are alreedy in ghort supply, into intelligence officer
slots. That is exactly whet I meant to say.

MR. KIRKPATRICK: I don't believe that wes the concept, necessarily,
except you might have one or two who might want to be intelligence officers rather
than logistics officers.

MR, WHITE: Yes, but I don't went to be told thet, "You will teke 20
people end they are good people, and put them over to take intelligence training,”
when I am having & bard time trying to find enough good omes to do the adminlstra-
tive work.

MR, WISNER: I am pretty ignorant about this, not knowing the back-

_ ground heyre, but doesn't this plan contemplate that even though you have it launch-

ed on anything like the broad principles stated here, it would still very definite-
1y require and take into account the need for tailoring each particular case
according to its own merits end precisely according to what you are trying to do
with the individusl? And wouldn't that perbaps supply the answer to your guestion,
Red? I mean, you aren't just giving eway the whole hend on a thing like this.

All you are doing ie saying we are zoing to consider this, and each case we are

- 16 -
Approved For Release 2002/05/10 : CIA-RDP78-03578A000500010018-8

R

BTN N



25X1A

25X1A

Approved For Release 2002/05/10 : CIA-RDP78-03578A000500010018-8

going to study mnd try to hand-fashion the rotation program for this particular
individual. Isn't that what 1s contempleted here in this thing?

MR. KIRKPATRICK: Actually, in effect, this is an expansion of the
Junior Officer Treinee Bystem. You have & larger group of grades and existing
Agency employeee not recruited for this particular purpose but having come aboard
have indiceted a desire to mmke & career in the Agency and who have broadened
thelr base.

I:I And have ghown outstanding potentisl.

MR. WHITE: But ipn effect, I ssy as between the DD/A and the DD/P
they are more than doing that now. I think I am right in saying that between the
Office of Training and DD/P they are probaebly doing et least this mach. Isn't
your issue really how to get cross-fertilization between your intelligence officer
in DD/I and DD/P?

MR. KIRKPATRICK: Not necessarily. I think the basic issue is to
provide a mechanism where your junior officer who has ambitions and desires and
capabilities can go into & system where there is this ability to broaden his base.

Let me throw a question beck at you. Are you in favor of this plan
as presented?

MR, WHITE: Frankly, I beven't read it. It was delivered to my

office about 30 minutes before I came to this mescting.

|x think one point has been missed here. Colonel

White is talking sbout his responsibility to service all components with admini-
strative, and Mr. Reynolds with personnel people. That ilen't what my concept of
this rotation ias. My concept would be when you furnish an sdministrative man in
the ID/P ares and he becomes interested in that type of work, then when you look
him over and see he might be in the ares of the Division Chief some day, then
you've got him. But what you are doing, you are detailing people (indicating Mr.
vwhite). That is not my conception of thie type of rotation where we are groom-
ing people to be sufficlently broed so that maybe they would be a DD/A some day,
in which his knowledge of all of the appropriate parts of the Agency would make
him & better DD/A.

MR, KIRKPATRICK: In all failrness, I think we are pushing this dis-
cusgion pretty far for a plan that has been in your hands only a few hours.

MR. BAIRD: I got the plan at 8:30 this morning and I have read it
once. I would like to amplify what you said, Kirk. What 1s suggested here as a
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NOTE: Attached pages 13-18, incl., were excerpted from 22d Meeting 25X1A
of CIA Career Service Board, 18 Feb 1954, because of references
made herein to "ROTATION"
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MR, SFFDON: K, ilen't there a facto™ here which perhaps isn't
reflectederpp&%duiogggﬁasie ggf 21251113 ‘ﬂh:‘.ﬂ 8 nw urgn’:o.‘g 03533&9%% machanism
&6 between fundamentally the six components - in other words, D/P, DD/A, TD/I,
Praining, Commo and Persomnel. What we ueed is & negotisting mechanism.

MR, KIRKPATRICK: What is this Board?

MR. SHEIDON: You don't sit on individusl ceses, though. This Board
sete the policy with respect to career development.

MR, KIRKPATRICK: It eeems to me that one cbjective we ought to have
in working this out is not to create snything that doesn’t have Lo be created.

MR. BEEIDON: I egree with that.

MR. KIRKPATRICK: Anything in the nature of a boerd, a panel, a
committee, and so forth. But to see if we don't have exieting witbin the
Agency today, that wechanism, and doesn't that mechenism either exist in inter-
boerd relationships or in the Personnel office? Or shouldn't 1t?

MR, SHEIDON: I dou't see any negotiating mechanism today which is
being effective to create these cpenings for various individuals in the

varicus offices.

There is in some cases between the boards. We have

peen doing it with ORR, ete.

MR, KIRKPATRICK: But didn't we sgree at the last meeting that
rotation per se is for a very small winority, and the way we would gat into
that would be through the direction of these 120 slots which Personnel will
come up with within a matier of duys.

MR. SHEIDON: Will that be sufficient to undertake the movement
vetween various components?

MR. KIRKPATRICK: My reaction would be that is the best way to

start it and see what progresses.
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MR, REYNOLDS: Kirk, that paper will be dittoed and in everybody's
hands on Mondsy for them to shoot at to look st these 120 that ve presume
we will pick out from our verious components. I think it's a perfectly good
starting place,

The other thing that T would like %o put on the record is the im-
pression which I gained in the two days of briefing by the DD/P complex which
vas summed up, I thought, very succinetly, by[  |in bis final state-  25X1A
ment yesterday, and this is almost an exact guote: The career seyvice program
is of great importance. It is gaining in usefulness and importence for the
DD/P complex. I would not like to see any drestic change mede at this time.
The boerds are doing a very geod job in our own arvea sud they are well integrat-
ed, one with the other.

I don't know whether thet would fit in with Dilck and John's geoeral
comments .

|:| Tt doesn't with ny function, to put it very straightfor-
ward -- there is still some disagreement.

25X1A

MR, REYNOIDS: In sny event, I have not hed the cpportunity to have
the same broed picture of the ID/1 side that I have of the DD/P side. But that
was of perticular interest to me because 1t wes an expression from each cne of
the Division steff heads as to what the cexeer service meant in their own unit.
And there was very little sniping ab 1%, 1 Wt. They hed suggestions end
thoughts as far as they affected the Office of Personnel, but generally speak-
Mgitwasanacceptanceofmthasbmmmw&ndafeanngtmt

more could be done in the future under the framework which alresdy exists.

25X1A Kirk, cen't we say in there we want to contimue the

office boards for the time being and give consideration to the fect that eventual-
1y they should be supplanted by major cosponent hoards?

MR. KIRKPATRICK: I think thet 1s the sense of the meeting.

25X1A Are you teking cere of me, Dick, frow now on?

[ wasn't awere of it.

[ thought that was reised et the last mesting.

It was, and alsc whether commnications people should

25X1A come unéer |

MR, WHITE: The first and immediste step is to standardize the

procedures of the present boards. It mast seem & little ridiculous, say to

- ih -
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to have & Security, sa FI men end a DD/P men, who are all

thres undey Qifferent career service systems. I think thet would be a big
step, to try to stendardize those procedures -- sometbing like the length of
oversess tours and whether or not & fellow will be extended, promotion policies,
and a lot of other things, s0 that st en overseas post a senlor representative
hes one set of standards for all his pecple, instead of twenty.

MR. BAIRD: Red, I think that is what has been hoped from us for
two and & half years, that there be an Agency policy so that the office osxrds
could meke their own policy thet wouldn't be atb odds with the Agency policy.
But they could not or did not walt for us to 4o that and they have gone ahead
on their owm, but they will retyench and retract 1f there 18 o Agency policy
esteblished on these things. I thought there was on length of overseas tours.
T know there hasn't been on promotions. I wasn't awere there had been S0 many
things the office boards had been dolng that were at odde with each other.

MR, WHITE: I bave hed several. Each one of my offices are in e
different business, 6o in some cases thelr stand is justified. But I think we
ave making some progress.

MR, KIRKPATRICK: All right, we sgree it ghould be done. Now, vho
is golng to do 1LY

MR, WHITE: I think the only place it cen be done is right here. I
can do 1t fmwmmmr&sthrmghmmafﬁce, and I do, when something
comes to my attention that isn't right, 1 4o say that everybody will conicrm
+o this in the future. But I can't do it for enyvody else.

MR, KTRKPATRICK: Suppose we instruct the Executlve Secretary to
canvess the different boards and indicate to us the avess in which there is
nonconformence to a standsrd pettern, so that we can find out where the variastion

mthewmmisamwmamicpoucy?

25X1A I'11l accept that.

MR. XKIRKPATRICK: I am just taying to do what we want to do. iet's
do that. I couldn't egree with you more. Take promotion, for example - the

pericds of time for consideration for promotion.

25X1A

From ny peregrinations among these boards I think there

are certain very lerge aress in which the pattern is pretty standand; bub there
are other aress in which there 15 not conformation, end as soon a8 those are
”arm@ttothisboardthebcar&me&ymweymt it to be.
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MR. KIRKPATRICK: We have a book of regulations in which the |:|
series is on persomnel, I believe. It seems to me you could supplement that
with a series of career service procedures and supply those to mrybcﬁ:f and,
meke sure they all use then.

25X1A You alveady heve mine.

ME. BAIRD: There was & phrase used, Kirk, two snd a helf yeers ago
about meking this place a better place im which to work, and I think you will
f£ind the boards have been trying to 4o that and they aren't very far apert in
the methods they have exercised.

MR, KIRKPATRICK: I think we would sccomplish a great deal. And as
a rider on that same Bill, I would say, including e look to see how mach we
can simplify and eliminete the peper work vequired of the boards. That is a
factor which worries me.

MR. WHITE: I don't waste much time on that, but I do feel our in-
dividual boards are meking s genuine effort to instill career service into
pecples' minde all over. And in our areas, perticularly this ides of everybody
heving to talte overseas service, has been thrown pretty hexd. As a matter of
faet, we have given some people the gate when they said they wouldn't go over-
seas. We hove said, “You bebtter get your hat and leave if you don't want to
go overseas.” We bave different situstions from other people, but we are work-
ing pretty hard on that. Also, on this other husiness--1 know that we in the
DD/A ares look worse than anybody if you intexpret the lack of use of rotation
icen slots as 8 lack of interest im cereer service, but I would say in the
past year we have put over 200 people from centrel administrative offices into
other ccupovents.

25X1A I:I‘vlhich is & kind of rotstion.

MR. WHITE: Yes, snd which to my mind is @& far grester sbowing than
the use of five or six rotation loan slots some place. I think you will find
people are really interested in this thing and they are just looking for
guldance.

MR. KIRKPATRICK: Let's go to paragreph lb. - the munber of caresr
designations should be reduced from 26 to 5. Harry?

MR, FEYNOIDS: I cen't see--if this plam of 120 works--that each one

of those young men, after having cospleted his rotetion, isn't going to have

25X1A six cereer designations. brought up the last time the

7~
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comparison with the Army career activity in which you get a series of MOS's,
&8 you go on to Ft. leavenworth or to Ft. 8111, but the primary MOS is the one
in which you finally settle. It seems to me we cen't svoid s well-rounded men
in this caresr service who haen't got & ousber of career designetions. I think
we should point towsrd that rather than just towerd one.

MR, KIRXPATRICK: Well, ie it prectical to change the career desig-
nations at the present time if we are golng to leave the office boarda?

MR, REYROLDS: I think if you leaeve s men in his basic MOS--if you
call it that for want of a better name, until we settle on our own name--and if

be gets other skills his cherm and sttractiveness is snhanced t0 the next office

25X1A

that vants to take him over. Or say that in the course of his gyrations through

think that is what we are looking for.

[ ]| ana ne is theve because he primarily wants to be thexe
and be is accepteble to

| | And the third thing is that his assignment is best

for the Agency.

MR, REYNOLDS: I think that is one of the things we cen pinon as &
proper method of what Matt has called the Agency being the best place to work
that the fellow knows of.

And he also has the discipline to know meybe he isn't

getting exsctly what he wants, but he is willing to 4o it because a respon-
sible body, or board, or entity in the Agency has sald: "This is the best thing
for you to 4o for the Govermment. Therefore, you have this asslgoment.”

ME. KIRXPATRICK: But we weren't talldng sbout the practicsl problem
of caveer designabions, we were telking sbout a man's cereer without the desig-
ngtion of FI or NE -~ bacause to my mind the peak of sbsurdity is to have the
HE designation. They are baslcally intelligence analysts, so that really
there is a mich larger desiensticn there. Here, agaln, I go back to the simple
elimination of nationality by virtue of a career designstion. So in order to
reconcile 1t I would like to tie it to the preceding paragraph and say that
study should be glven to reducing the nuber of career deslgnations as the
office boards may yileld to component boards.
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Isn't that the only reason for the designations, to

tell vhat board be 13 under?

MR. KIRKPATRICK: It is an edministrative device. But one of the
25X9
things ebout career desiznations that gives me cold shudders ln the desp of

thﬁnigmistothﬁmkcftheammtofpaparmkthatgo&amfw

people with career designaticns and at least every hour one person is chapging
his career designation. So ycu can see what s tremendous asnount of peper work
is involved for career designations.

MR, BAIFD: They don't change unless there is a tranafer.

| | 4hen the persomnel sction goes forward the cereer

designation cheanges simltaneously.

But they call every time from Personnel and ask. I

think 1t should be en sutomstic thing, if scmebody is accepting e person on s

transfer they should chenge the designation sutomatically.

ir. Reynolds, I suggest we take a look st that and

see if we can't simplify the paper work on the chenge of desigznations.

MR, XIRKPATRICK: In sddition to my previous recommendation that
this be tied imto the recamendstion on office boards, I thiok if the Persomnel
Office could come up with some recommendation on the subject for the board to
consider, it would be very useful.

Going on to paragraph h.c. - career development. I feel guite
strongly as to the importance of planning cereers on stme basis more or less
over o pericd of time so thst we can get sway from the employees feeling--and
this relates, I think, most directly to the DD/P area--that they don't know
where thelr next sselgnment 1s going to be. In other words, I would like to
gsee everybody overseas knowing that when he comes back he has either assiga-
ment A, B or C. I would 1like to see everybody in Treining knowlng vhen he
returne he has sssignment A, B or C. That particularly applies to the ex-

ternal REbaves Pwﬁlﬁeg?&otb‘%?ﬁ@”ﬁﬁ”ﬁopn-oasfmooosoooﬁ%ams oo they
come back they have assignment A, B or C. TR SO



